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ABSTRACT:
Part sf a series of studies cn higher educationin

different countries, this paper examines irternal differentiation of
Ja panese higher education and the ,protlem - cf cocrdination, using a
comparative perspective. The crucial difference in the division of
universities by subijects among different rations has been Letween
chair and department organization. In Japan, both kinds cf
organizaticn are found, but the chair structure has bteen the more
important of the two. The Japanese tier structure has been more like
the European mode than the American; there is nc sharp distincticn
between undergraduate and graduate sttdy as in, the United States..
Both Japan and_the United States have a range of institutional types
that have deveiloped& under private sponsorship .as well as state
.authority. Japan has nuperoud sec :tors and subsectors amﬂng its. large
population of 1,000 institutions. Japan has much instituticnal
hierarchy in hlqher education; there is a vertical ladder of prestige
ranking among the many sectors. For over a century, Japezn has
provided bureaucratic coordination of higher educaticn in the fcrm of
a national ministry c¢f education, and grcfessors are al=so involved in
cocrdination nationally as well as locally. Political influences on
higher education have been exerted by pclitical officials and tc¢ scme
extent by external qgroups, and the consumer Iaxket is Extremely
aEtlve in Japanese H;qhér education. (SW)
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THE JA?EHESE SYSTEM OF HIGHER EDUCATION IN COMPARA 'VE PERSPECTIVE

= . '

In the ‘last guarter of the twentieth century it 1sfa§pfgpfiaEEfindEéd

-

that the earthly observer as well as the man from Mars should be struck,

+

is it possible that the West Germans so often turn dpecific educational

issues intg,glébal ideological conflicts and then run to central computers
: - - . _ .

as well as the courts fo

= -,

r accommodating resolutions? That the modern

» Italian sysfem st1ll has no way of selecting at the doors gf‘ﬁegizal schools
. . 'g;i’ . . .
but- has to let in all applicants and then’ count on attrition? That a decade

of post-1968 reform in "rational," planniﬂgéminded France has pleased no ane;‘

least of all the students? That, in the United.States, countless post- ,

secondary institutions are heavilﬂrengaged in remedial education for studéqts

-

+ + who read, write, and do their sums at eighth and ninth-grade levels? And
that, in Japan,.academic and péliﬁical‘leaders should be ‘highly exercised

) ' « C e
about low standards in the private sector after they allowed the burdens of
_ ' - .
mass higher education to be shouldered for several decades by private insti-
B k . ) 2

, , ' , , : .
tutions that must survive sn tuition payments EEZm eager consumers? Clearly,
3 : ¢ —— i = #

- in modern higher education, problems do not come neat and solutions are

never simple. The new language of organizational theory is even appropriate:
. . _ il

we are dealing vith 1§oselyscoupled social systems in which ambiguity Is a

dominant characteristic -— vague goals, 'soft technologies, iragmented work,’

diffused.power, and Farticipant% who wander in and out (March and Olsen,
1976). Japanese hipher education has an honorable place in this world-wide

club of embattled and semi-anarchic systems. ,

That place was seized by the'rapid and tharéﬁgh move of Japan into mass

\‘1‘ . , ! i . 3
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higher education iﬁrfEEEﬂE decades, enrolling impfeséive precportions of the
;ppfépfiaté age ‘groups, A high rate Gfiattgndanze iﬂ a country of over one
huﬁdfeé million people has made for a startling systei indeed, ﬁﬁe‘in?which
the scale of operations is several times la%ger than that found aﬁywhéfe in

Europe and of an entirely different magnitude from that of such leading

‘small countries ys Sweden, Hél;;ﬁd, and Australia. What can be usefully

said about this huge system’in ta%Pafative pérspective? I will examine

first how the sysgém 1s divided into parts, using categories that can be
- ¢ e ' .
applied to any nation and noting some important inter-nation similarities

and differences. The sum i{s a picture of the internal differentiation of
Japanese'highér education within which wé can locate endemic problems and

persisting dilemmas. I then turn at greater length to the knotty problem

of how the many parts are linked together, the é:ablem of coordination in a

. broad sense, again using comparative categories and attempting to isolate

similarities and differences between Japan and other societies. ‘Ih=&§ny of
\ , ~ ,

these matters we are only at the beginning of iﬁquiry.‘ But enough is now

known about a number of countries to allow us to set scme ﬁagéﬁt basic
;Eteg@%ies within which we can gene;aiiée modestly while remaining in close
t@uch'with reality. In what_fgllaws I draw heévily upon Qahcgptual distine-
Ei;ns set fafth-;nitws Eétliét statements (Clafk; 197Sa;vcl§rk 1978b) and

attempt to apply those ideas to Japan, both to heiﬁgexplaingthe Japanese

case and to further the development' of the concapts.
: F

DIFFERENTIATION

Every national system of higher education has a division of labor by
fields of knowledge, with operating ‘groups organized around "subjects."
We can concrive of these groups systematically by viewing them as PQtéﬁEiﬁ

ally grouped and separated in four different ways: by horizontal and
A ] N d N . *

wids
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vartlcal divisions within the single enterprise, which ve term sections and

% - ' ,
tiazrs; and horizontal and vertical divisions among the enterprises that
=%

comprise a national system, which we call sectors and hierarchies.

Sections. As we look at how the work of the distinct subject groups

“¥:

%1 orpanized within universities and colleges, the crucial difference across

* " natluns has been between Chair and Dgpaftwe nt organization (Ben-David, 1975;
Biau, 1973; Duryea, 1973; Parsaﬁs and Platt, 1973; Clark and Youn, 1976).
. _.;;"é 7 ' N = Lt ’ i
Chair orgafizatlon, found traditionally in wirtually pure form throughout

the European continent, has had extensive influences in Britain and has

spread throughout the world wherever German, French, Italian, Spanish, Por-

t

tupguose, and Eﬁglish modes of organization were carried by colonial power.
or valuntarily imitatéi and adepted. Dépaftmeﬁt organization has beenéfc@na'

/ . .
—“most strgﬂgly in the United States, rooted in the way that American colleges

and universities, under trustee and administrative campus control, differ-

e

entiuted themselves internally during the nineteenth reaf v without adopt-

‘ing the more persﬂnai aspects of guild control that ha’ ra-c dvwm in Europe . =
. h % ' . *

frrom rhe medieval universities. ﬁaﬂcentrating ;espanégbiiitw and power in

ome o rson, the Chair has been the most important systemic swurhe-mf personal

iy

aﬁthafiwy! " The Department is agmqfé impersonal unit, commonly spreadi

responsibilities and pawefs among a plurality of equal-rank {411l profpssors, .
and in reduced portions to-lesser-rank professors, in varying blends dJf e
’ - ; ¢ .

collegial and bureaueratic. control.

In Japan, boLh chair and department organizaton are found to a signifiﬁ
cant extent. But chair structure has becen t tha moré impartant of the Eyu,

roated fo neafly a century in the leading universities (Hall, , 19755

Hheelef,71978; Arimoto, 1978; Tomada and Ehara, 1979), As noted by

‘ - ¥
Hall:" "The basic eclement for budgetary and staffing at Todai [Untversity

L]
© B s x4
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of Tokyo] is the chair.(k8za)....the doctoral chair remains the basic build-
13 ' B ) '\" - QJ A
. ing block ....the.chair, once it has been established is permanent .... the

E
£

veséed intéfest in sstablished chaifsiis enormous” (1975: El;alz). Hence
we may'éay that in Ehis_ﬁprial matter Japanese acade. organizacion has
been more Tike Europe zhaﬁiéhe Uﬁitei States. T%e Japanese variant of the
Chair has even gtiffened the péfsanal powers uf Chairholders more than in
many European systems by systematically gjing several assistanﬁ positions co;
geacﬁ éhaif, turning ;t,ias tﬁg Joke gqes, iﬁtc a sofa. The result of such |
Chair power is tha; perécﬁalism aﬁﬂf;afticularism are infla;ed;iéroduﬁiﬁg a
form of.guild organization in which the balance between personal and col-
iiegial auzhérity'is.ti%;eé toward the personal (Clark, 197?5: 153si23),
There 1is Eh@réby’pfgduced a systemic problem of effégtive gallegial control.
Strong chair arganizatién tends to balkanize a natfonal system.into thou-
sands ‘of baroﬁial parts, "and i1f the barons are ﬂEE able t; effect a reason-

£

able degree of gol;egial control the situation invites the!integféting \

counterforce of butesucratic and paliiical control,
Tiers. Still concentrating on internal argani;étional structure, we

=
L

can observe vertiéal differentiation of units responsible fgr different
levels of training and certifiéaéian, The tréﬁitianél European mode gé
gtganizatign has had essentially a single tier. The profess anal school
and other ngms of specialization are entered immediately uponﬂédﬁittanéé
to higher eﬁu%atian; ;nd ﬁhe first major degreé,ﬂtakéﬁ after some three to
.Six years of cau;s; wéfk, certifies” basic competencs éﬁ the profession or
- diseipline. Theré is not a sharp-distinttion beéween "undergraduate" and
graduate,' and units called graduate schools havg genérally not existed

If there 1s advanced work fﬂf suah an advanced degree as the Ph. D it_is;

d “handled, often rather informally and without much structute of courses, by

Lo# .
B ' =
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e
the same faculty units that concentrate their energies in the first-tier
operations. In contrast, multi-tier organization has been fnundiﬁaft

Btfﬂngly in thE United States. The undergraduate tier*has been much in-

3

volved in general educatian with limited speciaiizatian available, This
tier actually breaks into two parts, with an Assaciate in Arts, deg ree

awarded after two years in the community colleges (whicﬁ now admit one=half

, _— ' - ol : 4
o’ all college students), and the Bachelor's degree after four years.

_Specialization has been givep a home in the se€ond major tier in.the univer-
Eity Eaﬁsisting of the graduaté schécl and numerous prmfessional.schaolé‘

-that can- only be Eﬁtered,after :Dmpleticﬁ af the work af the first level.

=,
E 2"

Japamese tier strugture has been more like the European than Ehe .

American. The prnf sional school is a first-tier operation. And "the
B i

graduate schoal" traditianally‘has not been a fundamental unit. Hall has

noted, at the University of Tokyo, where graduate' training should be the

- B imy : o ¢ & ‘ . -

strongest in the nation, such training ‘gets short shrift. "The graduate
school 1s viewed as an extendion of the undergraduate course —- an extension

: ; , . .

preferably avoided by those anxious to get ahead in their careers ....

Profas§ars teaching at the gradpa-e level belong either to the Faculties or

to the research centers, and devot

teaching - or center work .... The graduate school has no plant, 1ibrary,
faéulty, administrative staffj or budget of its own. It 1s, in fact, no
(ore than a framework for sorting out graduate students info appropriate

degree programs.... Research at Todai suffers from the lack of a powerful

graduate-school struétu;e“ (1975: 312-14), The number of graduate students

has been small: as a ratio of graduate to undergraduate students, less than.

one to thirty camﬁafedito one to eight in the United States;'in absolute -

- numbers, less tha@ 50,000, compared to over 900,000 in the U.S5. (Data from

L3

. o . A;!- -
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lS?I;Sﬂd 1974: Research Institute for Highér‘Educatian, Hiroshima Uﬁibersityii

i

1976).

" The low degree of vertical differc :tiation produces a host of problems.

The university ana the §ystemsa§ a whole are poorly Structﬂrgd for vigorous

support of the most advanced ﬁfaining; "eraduate eduéatian_". Hence the

u effort in'géaehﬁ years to createsmore graduate-school units. _And-ghe problens
;f access are complicated when ;hg §rincipl;$ of open access andrselectivity
clash within the first tier (Clatk, 1977a). This clash has been severe in

/ Europe ~- the issue of g@mg@ugigg§g$g§iﬁ* since studeats whs ccmpleted the

sétandafy level tfaditicﬁallg had the guarantee of qFteringxhigher education . /

" and freely'choosing a field, including medicine, a guaranteernaw sharply

chaliggged iﬂ order to limit numbers and protect standards in certain fizlds.
Japan,iéf cgﬁfsé, has had no. such guarantee and has,“héndled“ selection by
allovwing institutiﬂnsiicgntrgl ;ﬂd variati@n‘aﬁang institutions, producing
aag"eiamina;ibn héll“'fgf entry.into the ﬁcst prestigious igé;itutisns and

ié@fz, permissive entry in many other institutions where fees paid by Qﬂnsuméfs
: . | , ! N | _
are needed to pay the bills. The germeral point'is that a greater degree of
Coe ‘ ) © o ' . >
vertical differentiation softens the clash between mass entry and selegsivity

£

by allowing lower more op :n levels to screen for the higher more closed

"levels -— just as in the past the secondary ievel_sgrEEﬂed heavily for higher
v o ' s
education and still today does to some ‘degree, The screening function is
. EJ - N + -
still heavily at the secondary level in most countries, but a good share of

it moves up into the first several years of higher education as mass entry

Ll

widens. Thus we find such traditional single-tier systems as Fréﬁce attempt-
ing to evolve’'a structure of first, second, and third "cycles," with the
first serving as a tier in which a more general edugatign preceeds and screens

for the more SPEciaii;ed work (Gelger, 1977),
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Sectors. Of the four forms qf différen;iatian discussed here, the

creation of different types of institutions is probably the most important.

And countries vary widely on this dimension. One arrangement is a single 5

sector only, under scate control, found in nationalized sets of universities

that monopolize higher education. 1Italy 1is a good example. A second pat-

=

-

tern 15 a binary or multi-sector structuré, but also with nearly all insti-

x‘;uticns under control of the national state, in which the several types =+
;‘; ! 7 ) )
university, teachers college, technological school -~ serve as major parts

of a system opergting under the national purse. France has been a classic
= = 'e-f"

exéﬁplé, with its striking division between Eﬁéﬂﬂés,2291és and universities;

./ s , i .
and Britain has evolved rapidly in this direction in, the last two decades as

7

the national governmént has become the prime supporteér of all sectors and

inclined to think of a formal national system with several major parts,
: B . . I ]
e.g., the well-known "binary policy" enunciated in the midslgécs. The

-third type is a Eambiﬁation of regional and national contral over several
sectors, found in such "federal" systems as Australia, Canada, and West

Germany, “and to some extent Great Rritain’ and Mexico. - And then lastly the
, | - ) , o g .
most diversified type is that of multiple sectors under private as well as

public control. Here is where Japan and the United States become grouped
together in cross-national comparison: each has'a range of Institutional
types that have&Sevelcped under private sponsorship as well as state aithor-

ity. Japan has ﬁtmér@ﬁs sec t TS and sub~sectors among 1ts large pmpulation

-
i

!
f;; DOD institutions (in Furopean systems the 1ﬂ5tjtut;ﬁﬁ a2l count usually

remains bélaﬁ a hundred and sametimes as small as a handful): é'small set

' supported,

QfAnati@ﬁal.univafsities, fo t;rly‘knéﬁﬂ as imperial universities,

+by the national government; a I gef number of additienal public institu-
B N - ey . N

- . . [ -
tions, variously supported by city and provincial as well as national

£y

L o g‘ : . . 9 | K gi
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. government; a large number of private universities and colleges, varying
so widely in quality as-to amount to several different sub-systems; and
- 3 b : e, :

over SQD Jjunior colleges, mainly private ones. And so it is in the U.S.,

wvhere institutional classifications of the 1970s have gone to ten or more
]
categories in order to give some dégree of homogeneity to each type (Car-

« negle Commission, 1976). In both Japan and the U.S., the public aad the

private constitute two major subisyétems; and several kinds of universities
and cglleges,'plus the two-year units, amount to at least a three-fold
breakdown within these major parts.

L Looking at the chSSEgaiiQnal record, it seems clear that a monopoly

=,
e

of sponsorship by central government leads toward a single or small.number
of éeztars;_multiﬁle sponsorship by different levels of government, and

. Ve
especlally by a privatélsEctgr, leads towvard insxitutianal divérsity. If

kept ftrong, multiple spnn%drship in Japan pramises to be an important re-

source that most other countries lack, even thaugh at this tine thére is
4

gr&at concern about the quality of work in many of the priva*e institutiang

i

and ﬁfforts are underway tﬂ develnp more incegrated spmnsership and super-
vision. Multiple and Sepafated;spansarship saems a basic way of promoting

genuine iﬁsc;Euziﬁnél difféﬂgnzesg.in contrast to the hope in so many
" narrowly-constructed systeﬁs:fhat they will be idble to plan, Xevelop, and

manage a new diversity from the center:- Planned différéﬁtigzian is heavily

L

=

] .

problematic, in'the face of so many pressures toward uniformity on the part
of clientele, teaching staff, and administrators alike.

Thé on-going problem of exténSive sector diffefénﬁiatian is that 1t
" makes a natigﬁal system appeér chagti;} :At a ﬁinimum, there 15 a prqbiem
of inﬁra»systagflinkége. A partial answer to the 1i§kagg pfablémdis Qred;fs
for short unitgggf %tudy thét can be transferred across permeable sector

. . /

' ' } oy i
\)‘ - = ]()




boundaries, as in the case of the American semester unhits of cougse comple-

tion that can be transferred from one type of college to another\as fimy

are judged valid by receiving Institutions. At a maximum, the extensively

differentiated systémj with its private components, will have a problem of

b
»

institutional exploitatian of consumers that vjrtﬁaliy demands administrative
,intrﬁsian- Thé;e will;be a slzeable number of institutions characterized

by opportunism, corruption, and deviant standards. In the United States,
"degree mills" SgiJL abound, ﬁ@tabiy'iﬂ Ca;iféfnia and Florida, able undef
varying state laws and the rights of privaté business to stay a stép ahead
of éhe state and voluntary accrediting bodies that attempt to égtch uﬁ with
them. And in Japan stories abound of under~the-table fees paild by parents
for .admission of éans.an§ daughters and of Exfrémely paar-canéiticns”in somé
K

institutions, enaauragiﬁg the government to attempt to establish standards

for private institutions as part of the price gf increased state subsidy.

- M i

E}e;a;gh;eg} There 1is little doubt that Japan is the lané Df instit§=
tioﬁal hieraichy in higher gdgcati@nf EThe-maﬁy sectors do not sIhP1§ exist
side by side with a Eczy:;arity Dflesteémi Rather they are swu;g into a
ivertical ladder of pré%tige ranking, an arfsngément fathered by governmental

;-

;ntenﬁia;s;af a century ago of trainingian highly competent elite at the
M imperialsénivEfsiﬁies, particularly Takya‘aﬁd Kyoto, and ever in Qertéin —
faculties Wiﬁéin_théﬁ. That intention was realized, and institutionalized;ﬁg:z}
‘ aﬁd.has‘persistéd and conditioned thé-fest of the system even as divarsé'
sectors emerged and the svstem svelled greatly in size;_ The Jaéaﬂesa dégfée
of mongpolization Qé elite placément by a smail peak of théﬁhiEﬁafchy has
only beeﬁ paralleled in the Western Werld by’gﬁe Dxfardiqﬂﬁﬁridgé top of the

British system, which'still does well in manning the British Cabinet dnd“the

Al

b -
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been so untouchable that it never became a significa;t issée in, the 1968i
French crisis and the host of attempted reforms that have ensued. Other
gocieties have institutional hierarchies in highnf ed;:aticn Eg.eaiﬁ éné
as far as the eye can see -— but to a lesser extent. The U.S. éndtCanada
occupy a middle ground in this respect; West Germany and Ituly have rglaﬁ
tively flat hie;afghies, ; |

Hierarchy by prestige ranking of sectors is based considerably on

- perceived value of their output. Where are graduates placed in, the labor

force and otherwise allctﬁ;d livaEhaDCéS? Sharply peaked hierarchies have "
come from monopolies or near-monopolies of placement. C@unﬁfies such és
Germany and Italy that have the less-steep hierarchies are ones in ‘which
elite placement has been shared by a good share of the family of institu=
tions. Hierar;hy is also based on position in tﬁe educational ladder of
levelq of training in the U.S. and elsewhere, universities giving thé.
Ph.D. are generally (but not always) ranked over callegeg glving the bachs
elor's degree, which are ranked over the two-year cclleggsg Additional
Siscriminaticn in prestige assignment is also then found among, those cf a
given level: as a state univérsity% the Universiﬁ} of Michigan rates highéf
than the ﬁniversity of H@ﬂtgné. Close atteﬁtiaﬁ to prestige isdgenerated
by cémpetiticﬁ aﬁd'iﬂtEf“uﬂit rivalrv! |

Institutional hierarchies have ‘a wide range of significant effects,
good and bad. Onuo of the more undeeifed effects of a sharply peaked hier-
archy 1s the examination hell so ;}cen remarkcd in Japan: so many want to
get into a few institutions. Another 1ik§1y outcome is dediféeréntiaﬁi@n,

«sf*‘_"ﬁa

reduttiogigﬁfﬁiférsity, by academic drift: "lesser" institutions con-

‘verge voluntarily, by imitation, upon a single medel of institutional ex-

" “cellence, power, and prestige. And a ;hird likely cﬂnsequEn:E, generally

: 12
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' uﬂaﬂtizipated as well as undesired, is inbreeding of staff -- a phenamenﬂn

i discussed below as chara:teristie of the academi&slabor market in Japan.

But there are also some desirable outcomes. One is a guarantee of relatively

high.ccmpetencg in the gfaduates plgged in the civil sé%vic%.; Countries that

*
2

g - . ’ o _ i o )
-have an elite route of recruitment and training for tap{gavernment employ~

% "

ment, via several peak institutions, seem more likely to’ have a competert

Vo
: e . 5 ’ s

"e¢dvil service than those who do not. For exanmple,. the French grandes éceies,

]

éa%efﬂlly skimuing the cféam of the cream of Fr ench youth have igd toward

‘bufeaucratié:éampetencé while, in comparison, the Italians, lacking this

\ _ concen;féted‘p@int of regruitmentgand training,~have a ‘much less SElEEiiDﬁ
, .

flow from universities to gnvérnment that seems an dmportant part of the lang
f I

slide of Italian publig administratiﬁﬁ into mEdchrity =1n cofiparative per- -
. (fol:f fl?é,);
spettive, Japanese public administratian seems’ to Exhibit compatence\ Elite

recruitment via the sharply tapered peak “of the higher education system

%

\prabably then deserves some of the credit.

RS T S S St

Dur review’ ci the iifferentiatian of Japanese higher education in com-
paratiui perspective has identified basic problems that are endemiz in the
Japénese stru:ture.- Thelexteni of chair organization in the seczioning of
»thg university produces the prabiems of baraniai £a$%ritism and excessive
fragmentationgi,The sharﬁage éf vertically~arranged tiers of training within
_ the uniyersizyvgr@duées the problems of effective graduate tfaining and of

softening the clash between open and seleztive admissions. The considerable
’ e

'ﬂiversitiiof institutional sectors produces the problems of system linkage,-

highly differentiated standards, and consumer exploitation. The high degree "

[ 1]

of institutional lierarchy produces the problems of examination hell, aca-

demic drift, and staff inbreeding. All such problems and outcomes surely
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have multiple sources; but cross*national comparison suggests that much
cause 1s found in the division of labor within and among institutions.

- )
COORDINATION

Aé should now be clear, allfnaﬁianal systems of higher Eduﬁgtiaﬁ'ate
zzgéposed a} numerous differentiated, disparate elements, even those systems
we have identified as relatively Qnitary’and upiform,'singe work 15 cfgaﬂ%§gd;
éiﬁund-a very large number of fields of knowledge and tféini;é that Eaﬁ§;
;écrnss an alphabetical sgectrﬁm from af&héglagy tg’ioaiagy{ﬂ Thefépgk ‘ ,ﬁ/g
clusters may;be relatively tightly or iaosei?'liﬁked: in aeheavily—;laﬁned
sééietywthay may ali at 1eaéﬁgﬁe pattslof a single formal nétianéllsysteh
Dpéfating under a national department; in a minimally—p;annedzségiéty:che.
'%afy elements may have no formal inclusive organization and indeeﬂ some will
operate mﬁch like individual entefpfises in a.ﬁafket; How then dé we com=
paré iﬁeany detail the means of coordination?
s iIt;is not enough to say that same‘sfsteés are formally ca@rdinatEdg and :
gthers‘simpl& afg not. For it tufﬁs‘@ut'that Ehere are-mang means of co-
- géﬁering'acgdemig elements. We first need to loosen the blinders of the
t term acoordinaﬁipﬁ"_asiloﬁmonly‘uéed by citizens and those whoflrite ﬁictioﬁﬁl

aries,. Tq.eoarg}ﬁate, according to™ebster, means "to bring into a common

action, movement, or condition; to adjusﬁgﬁfarmcnize“ (1934). ‘We therefore

=

think immédiagely of éaérdinatars, agtive agents who link parts together to

- produce gnified movement and glabélgﬁarmony. Common uéage of “coordination"
Kas been similar 1in ﬁeaniﬁg,-paint;ng»Eﬁ formal systems guided by planning
and management. But ﬁa speak effectively of eogfﬁiﬁ§gion, especially £ the

level of whole nations, we need a more open.framework within which we
* consider how parts are related to each other and to the whole of large
& ' . ' .

_systens, wﬁe%her the parts are deliberately linked or not, common or-

g i

o | o . .
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diséimilar, and‘,rr' g in harmony or disharmany. It is better to assume

that orde

personal relations as well as of pnlities and agencies (Liﬁdblﬁm, 1977

Nelson, 1977).B Eatl Polanyi has pointed out that economie processes have
been ordered in vatious»sotietigs;by custom, kinship,'and markets, as well

as by "autharity" (197i). And so' it is for educational processes: they

may even be given some definable nrder by shared unconscious assumptions, *h
£

tacit agreements, and other intangible elements, as well as by authoritative

cammaﬁd and~explicit'rule!"’Indeed,:academics may even be bo nded closely
tagether by hallowed symbols as in the uttering of the phrase "we are a.

community of scholars.
As we look at the bare bones of national systems of higher education,

we have seen that they come in quite dfffe£3nt sizes and shapes, varying

from tight and compact to loose and spréwling. In these varied settings,

and extending through them in different\stfengths and combinétions?_ﬁthe

are basic prgcesses zhat ljnk fields of s study and institutions t@gether-éa

4
as to compose systens. Ihese Processes are at least four in kind which.we

. can refer to as Eon:dinatian by bureaucraty, prnfessinn, pclitigs, and markeg

¥ * .

Bureaugzatic CoardinatiOﬁ
- =t

Bureaucracy is a well-known concept and bureaucratie coordination a .

w¥dely-observed phénomeﬂon. Admiﬁistrative agencie s,Asuch as national de-~
partments of eduQaEiG;, incréase_their coordinating capacity by a host of
‘bufgsucyatic means. They ificrease tﬁegﬂumber and’comﬁiexity of ruléssae;
signed to effe;t consistency. They £ﬁErEaSE the degree of speciélizgtion .

in administrative work, shifting”administratign from amatéﬁis to experts,

*
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{
reefuitiﬁgleﬁ grounds of administrative credentials and experience, and
gradually developing a separate administrative class that comes to have a

subculture of its own. And it comes as no news that central agencies in-
. ) » [ _ ’\."
crease the number of central administrators. The administrative ergene

elsa expand bureeuefetieelly by expending their jurisdictional coverage:
old depertmente are given or eeize lerger reepeneibilitiee, epeeielieed

4

~buteeue end eemmieeione are eoneolideted into eempreheneive unite ~ And
, —

nearly everywhere these deye bureeueretie eeerdinetien is etrengthened by
Eleyering. Deeencfelieed eyeteme have been eddipg higher levele of eeerdixr
nation, as in" Auetrelia, West Gefmeny, end the United States. Centralized
' eyeteme have been intredueing oT " etrenethening the intermediete levels, as
1in the reeent inereductien ef regienel eeuncile in Sweden. Students of )
publie edminiSEretieﬂ heve neted thet 1eyering 1s a eemmen 1eeting etrue-

tural effect of feforme - "the piling of edminietretive eehelon upon ad-

minietfative eeheleh is an unremittiﬁg quest for coordination, symmetry,

=

legie, and eompreheneive order" (Keufmen, 1971' %5;77) Thde our bureeué
_cratic pyramids in higher education can-grow teller from 1eyering, widef

from jufiedietionel expansion, eremmed with more people threugh personnel

enlergement, filled with more expertiee through edminiet:etive epeeieliee— '

§
tion, end equipped with massive bodies of feguletiene thfeugh the expeﬁeion

of rulee‘ A;;_the above pfeeeeeee,-eeperetely or together, tend to ipe;eeee
g?e eeefdipetiné‘iefiuenee of bureeuereze;

?ef over a eeetufy, Jepeﬁ has provided befeeuereeie coorgdination of
_higher edeeetieﬁ in the form 6f‘e national miﬂ{etry of education. When,
after the Meiji Restoration in. 1868 gevernment 1eedere embarked upon a

forced medefﬂieetien of the country, the minieLry became the eeﬁtrel vehicle

- for planning eﬁdaeetebliehing.the Univefeity;engokye'end later the other

16



imperial universities that were to dominete the system. As in most Eu%epeeh
systens, and especially Feeeee; the central ministry wee eoen so institu-
tieneiieed that ite_exieteneeebeeemexpert‘ef the neturel'e:der of things,.
an Egehellenged vehicle of eyetemebuilding. Even the&hﬁﬁieen Deeueetien»‘
after World War II which was full ef global plene and attempted breed re=
ﬁferme never eeriouely challenged sge exietenee of the centrel bureauereey,,
even as an effort was made to deeteeee iEe powers. Henee.theeugheut the

development of modern higher education in Japan, bufeaueretie coordination

has been-a primary form. v v
b ] lA :
State educational bureaucracles can be benign ot active. "In less de-
veleped societies they often exist in a etete~ef‘neef'etuper, or are so

poorly staffed and caught betwveen pewerful peliti:iene ena prFESSOEE that
they exhibit litt]e initiative But a reepeneible, :feformseineed, inodern |
7 ageney has to be intrusive it is eeen as the primary edmieietretive tool
for linking disparate parts inte_eAeystem and guiding_eﬁe system in desirable
directions. ,We may note that Japanese hiéﬁer”edueetien_eﬁfreetiy eeeme to
be witﬁeeeing a mejef inefeeee in eefeeuetetie coordination. éinee the late
519605, there has been eueh talk,about tee!neeégfer.pleening and planning has
greduelly beeemeee feguier eeereiee. Theee‘ﬁho follow eueh mettefe epeeE

Aef eystem=wide nlenning eetuelly beginning in 1974 with the establishing -
of the I Hoc Study” Commitcee on, Higher Edueeeien fef the purpeee of formu-

.

;leting a ten-year plan (Herite, 19?8 45-47). Mbet-impo:tent, the increased

publie finaﬁeing nf rhe pfivete eeetor in a context of concern for stan-
derde end reepeneible begizigr in that sector, hee greetly enlarged the
‘ j edietien of the minietry the gevernment 's "no“support, no control"

. peliey of Ehe paee has been repleeed with "support and some control" (Narita,

1978;- hiEemufe, 1979). , . . With increased eubeidy hee come a growing

/’s .
= - v
o <
‘ e )
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wweb of admiﬁiséfativé guidelines, right dnwn to requi:ed approval far

« Lthe establishiug of éepartments within colleges and universities, and e

u

,Vfar any change in enfallmenz. The gavernment has begun to make {tself

. . B _ A A - . o
responsible for expansion and charige on quality gfcuﬁdsz Jhence it must

~ have a be#y of interlocking bﬁreau;;'ceuﬁcils, and tgymitteéségﬁat will
- : . e . . .
intervene selectively. K 3 R ,
o ?rafesgiunél Faﬂréiﬂafion!- E o | e ‘
But nowhere is ;ystem caﬂfdinaticn!left to bureaucrats alane: Every=
vhere pfafessars are involved in cagrdinatign,rﬁatianally as well as y
§T71a;aliyi The reasons are functianal as‘well as.- ;raditianél and ideolog- 7
iecal. Thcusaﬂds of daiiy judngﬁts at aperaﬁing levels (e. g;, has EFiS
~ student ?assed this examination in;theg;eti;g}-ﬁhysics?),.havglcc %E.A

based, section by section, on. the evermore esoteric and specialized know-

&
£

ledgeqof the professors. The need far éxpéft judgmeﬁt cgﬁstantly pulls
.
k]

autharity dawnward in the administrative structure, ladging it in dispa:ate

glusters of p;ofess'anals. This is partraf the rEmarkable 5trength nf

- _ '}
the understructure/of higher educaticn fEfEffEd to earlier inlenmments='

. ébauéfthe strength of chairs and;dépaftmentg and.equivaiéntrﬁnits. From
‘V' that pfaféssicﬁalrﬁaseé'pfcfeésars‘devé}np Qidef circles of éoégdihétiani
* . They obviaﬁslg;&c;éa'glﬁng discipiiﬁa;y 1inés,ilinking'§ith épé'angﬁher
in nati@nal assgciatisns’Sf chémiéts. ﬁsyéhglaéists, and higtcrianst |
And academi;s link wit h one angther alﬂng general 1ines as well. 'We‘find
them serving at the EEﬂtEf in many different bﬁdies' running a national
azaéémy of ;ciance; appearing on a‘saperiar cauncii §r commitﬁee of higher
_eﬁuéatian; a bcdy-that.iﬁ S0 many Enﬁnériés ?ésé@:iginally eétéblished
:ta "advise" the minister of educaﬁign but théﬂ bver time has de;elaped veto

v

] ' i . . -
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gimilar buffer cnmmissian in countries that have madeled their academia

gnverﬂance in paft upon the Bfitish University Grants Cﬂmmittee. Not

xbnly is much influen:e exerciaed by the bottam against the middle and

3

the top, but accord 1s aécumulated callegislly up.the,kiné and at the

top.  This form of cacfdinati@n may be called prbfeésicﬁal; or it may be

termed academic aligarrhy, since a relacively small number nf académic

nmables dominate locally and serve on the gentral badies, or 1t may be -

;lahaedkcantrol by academic barcns or even an academic Mafia, since paftié?

-

ular notahles acquire significaﬁt influence snd adjust to oné anothér
,’L,
iﬁfarmally and privatgly as well as’ formally‘aﬂd Publiély. In fact s

- the specific forms and qptcomes are ‘sufficiently vafiéd,as tb'fegﬁifef

assorted characterizations. For example, there has been much academic

ﬁiigarchy in:bath»italy and Britain. But in thezfifst cas systemic pres:

Suteg have - pushed behavinr tewazd the personal- aﬁd pa:ticularistic, d ile

in the secand a marriage: af elite ccnttal and high stanﬁards has made
2

‘the behaviar nf the notables more zgllegial aﬁ&-univefsalistic.. The

L) ; :
British University Grants Committég, d%g}nated_bz senior academi;é, has been

'widely admired as naving given rather decent results in the half- centufy

since its establishment in' 1920.

We can observe imposing pfﬁfeésianél infiuence ;n Japanese:highar_
éducatipn at both iécal éﬂd nétiéﬁal Léveis.;.The high degfeé af guild%’
like control within the un%éafsity snd college, down when the. academic

- w%?k ;5,%ccusli? daﬁei can lead te formidable Ll@ckaééiaf highgrgleyéi
_ﬂminiétragiﬁe caardinati@ﬁ.agjaﬁan" strange t instituticn, the: U;ivereigy
a% Tﬂin; presents the st:Oﬂgés% case. Let us follow closely ‘the Eﬁ&%awing

made by
abservatiﬂns on decision- making within that university (Hail;(1975 322 23):
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At Todai [Unittrsity af-fakyajrthe downward flow of B
T _th; miﬁistry's.budgétary %awert and the uéwgré fiitering -
of educational anﬁ athet'caméus palities,éte;ggt-tnlyr
,pgérlyimeshed: Iég latter also tendseté fall apart in-a.
decisianémaking process wheré,autﬁétity is ffagmented and .
"hss gravitated steadily taward the battnm, where individual
Faculties retain an effegtiVE veta aver universityﬁwide

- decisiaﬂs, and’ where consensus within the Faculty itself

4

;is little ‘more than an amsrphﬂus ccnfluenge of the wills

of individial ﬁfafessafs, or of small, tightlyékﬁit, intra-
Faculty graups. Althaugh the relative importante of the L

-

departmEﬁts, seminars, and chairs varies cons siderably

from" one Faculty_ta the next, the efEEEt;ve décisicn;ﬁaking
!"_ ‘;t‘(ﬁr tiagking) tawef téﬁds to lie with Qnefar_thé other of
1the sub—?agulty graups.r: |
‘The . chair has betame the most basicgﬁnit of autannmy
within Tadai today. The senior Ehaif pgofessqr? H;Eh his
?Euha:dinateg fcped'iﬁ By_a web af'ﬁttsantl obligations ’S
and tnremgvable himself, ex%rtises’the preﬁgﬁdEfant ttwgff'
in intts—FécﬁltyTdeliberatitné'. ; e
, _ Hﬂminally, it is the senate that fnfmulates uniVErsity
?' 7 }paliéy and functions as the su;§§tf decggicn—making grgan e e 00
The éenate, hawever, is a purely Qrﬁaﬁental assemblage ) -

that dges 1ittle more than rubbe:fstamp dgtisians takeﬁ

by the deans' cnnference, an infafmal captlave with no

basis in farmal laws or regulations which exerciges the

* ¢ T T

only effective eampuséwide authgfity at Tadai;‘,Sinte the

-1
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deans act strictly as the spokesmen for their own Faculties, 7
however, any decisions of the deans' conference reflect .

Ll

no more than an adjustment of individgal Faculty positions;

which leaves the ten Faculty councils as the most powerful
. L ‘ B ;

bgicsgiin Todai's decision-making process. . —~
A ’ . A ‘C - s : ! ) i

In short: t@s chair professors individually control/domains sf’wsrk* thsy

-c@ntrsl'ths'Fssult} level .of gsvesﬁsncs by "smssphsus confluence" af their

wills, and- thst ével sontrcls ths campus-wide level, Cdcfdinstian is

&

prmidsd by mutusl sdjustmsnt smsng powsrful pfsfsssignsls wha dirsgt smsll

clustsfs of warksrs and prnviae negotistsd order within 1srgéf Elustsrs !
- .

P

;‘ss they use’ their éansidprabls fsrmal and. informal pswer sgainst one sﬁsthsr.

. And thsn thsrs sssms littls dnubt, despite. s shurtsgs of Empiricsl

i

sstf?stisn,'thst Jspsnsss scadsmic Eg;sbiss play an impaftsnt cscfdinating
- __— - - T ' : )
* _ = - _ : i ’ f . - ) . L . - .

role at highst 1svsls of the system. As in ﬁthet nstiOﬂal systems nsminslly :

dominated by a Ministry of Educstian, with a ministsf at, the -apex sf a

I ‘
“%;pyrsmid, ths need for csnsultstisn with, snd csaptstisn of, 1ssding scadsmics

’is highi "Ihs fisld" must be carrisd rather than bullied, or else implemen-

= Y

‘tsticn bssomss viftually impassibls, PIQfESEQfS siE on the major national

!bsdiss whigh are responsible fsr establishing snd sbulishiﬁg instituticns

=

(the University Chsrzsr*ng Council) snd for supervising stsndsrds thraugh

' accrsditatian (ths Univsrsity Accrsditst{gfszsscciétinn) Thsy stsff \*;e
the Jspsn Academy of Science, thsrs:tq decide on fssssfch‘polisy and the . .
allocation of‘msnsy for ssientifis research, And they hava dsveispsd a n
number of vsluntsry assscistisns which 1link them together and gfsvids an
effective ssuntsrfsrss to butssﬁsrstic ccbfdinstisn; ths Jspsn Tééchéf's
Union, Ths National Universitiss Assscistion and Vsriaus privste univprsity

;!

associations (Wheeler, 19;5) In a nstianal system so large and divsrsifisd,

2]
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80 full ef baronial power, so infueed with demeeretie deetrines ef

decentrelieetien, end so effeeted by dietrust ef paeeible gevernmentel

dietete, meﬂy pethweys ef prefessienel 1inkege have developed. Thie, too, ’

ie ce&;dinetin;, eveﬂ 1f it 1= ﬁDt the coordl necien envieiened by eimplié-

o

tic views of simple structures.

Pelitieel Ceerdinetien ﬁ : - L ur et

i ;

[

to forms of liﬂkege chet exprees the etruggle ef various itterests. «Euch

forms are wideepfeed but thue far have been peerly studied\ ~But etjleeet:”

-we tan point bfiefly “to the ee—erderiﬁg inflience of- fegulei pelitieel
. ofgzliele, externel interest gfeupe, end internel greupe. -
“;:; /Jﬁirtuelly everywhere among edveﬂéed induetriel eeeietiee5 the 196@5
. end 1970s. heve witnessed in higher edueetie; an increese in t e 1nf1uenee'

of eleeted effieiels and those eppeinted to tep effieee by pelitieel ﬁﬂrtiee'

2‘8ﬂd regimee Such effieiele have been held more reepensible by the public -

3

" for eelutiene te grewing prebleme and have beeege~mefe eeeertive end intrusive._
. Hnre issuee in higher education ere divided along* Ehe lines of p rty pelitice,%

legislative eeelitiene, En%§pﬂWEf exchanges among eeﬂtrel exeeu‘ivee-

’And experts on highef educetien peliey even develop in meny cou triee within

the party, the legieleEUfe. and the prime minister's ewﬂ effieetﬂgiving ’

i “

fthe pelitieien the. expertiee to enter an arcdne démain. And thus 1t heeﬁ

heen in Jepen, te ‘some degree, eepeeielly upon the heels of the drematie o

l’ - \

;S

'eetiene of the e;udent movement in the latter helf of the 1960s thet ceught
public ettentien and eeemed to demenetfete an incapacity on the pert of
o ; eeedemics to run their inetitutiens effee:ively and to eepe with protest.

fﬁ
The Jepenese structure hae elweye required some ettentien by the Diet, the

netionel leg151§tufe, since ennuel financing requifee legieletive enactment

4




and many changes neeessitated new law& rath%r\ihsﬁ simple rule-making.

3 L

éénd then whén aﬁademic tfgubies appeared ‘to be uut nf hand, major attention

by highér affi:ials and 1egislatgrs seemed rﬂquired‘ Thus, in 19g§, at the
heigbt of the student disputes ethg Diet debated and PﬂSSEd a Temporary Act .

for University Management that estaﬁlighed new guiﬂglines fof’settlinég

e )

¢ampus troubles, including such serious thre;téned actions#as suspending’

all teaching and research, .«fd which strengthened the residual.powers of
. e ' v ) T N L
the central Ministry to step in and act whenever an institution appeared®

t i : - .
' ) i

. - N . ) =]
unable to restore peace in its fidst. Even though such attention abated as
: : - _ :

- -~

‘dramatie protest receded, "the P liticalfélass" in Japaﬁ, as’elsewhETE— hES'

jseemlngly been taught that mass highgr educatibn is tnc important to 1eave ‘

4

'ta the edugatars. Beyond goPing With prgtest, there are gluays the per= Py

gs P Yoy '
sistent reasons that it is caqtly and interests a large number af vaters <
S g

who wauld like taflimig the cost buf*expand appnféunity for their sons and

. 7« . : =

 daughters. : ) o o C b
"Recent years have also seen an—increase*in the role of exterﬁal groups
&f : . .‘,‘_ ) .

£

Sg . .
g rnle smnunts to a type df democfatic ggrpmtatigm in which certain vaﬂatlonal

=
L #

organizations have fargé} fights of rEprSEﬁEati@n;aﬁd participation in =~
' . - (5 . : . oo

A
=

. national decision-making ('s;:ﬁmcterz 19745 Pan\i{fgh, 1977; Rutn, 1977; Prem-

Yl P 7' :
- 53?%5 and Ostergren, 1978). As a matter aﬁidegreg, ‘co oratiﬁm shades aff
EP

@ T *a

?4 « X
intn ways of felat*ng interest groups to pgvernmﬂntal actién that are less

= PR Poa = .
L]

exﬁligit and Earmal in the interpanetratian Gf gavernment and gfaup Just .

_about everywhere in demo:ratic sacieties, 5umﬁbcrpaniged lobbigs have
! !kp - T

*§ fairly sysccmatic dccess to legislazive P“d Executive cirgles

In=J;pan, :he'r@lé!af*méjar*ccongmiﬂ‘arggnizations in higher gdugégian : ¥

A .~:“y/ jh: Aigz ',_ i r; -ggl? . ‘ij

N R 13
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ﬁéliéy remains unclear. Over-all, in Japaﬁése gﬁvetﬂmentféfhe,influengé;af

%

biggﬁusiness has apparently lang been exaggerated by the stereotype of

-

=

“Japan, Incﬂrpﬂrated " and is apparently alsc in slow décline (Curzls, 1975)

A: the same time it may we! 1 have increased within the Hinistry uf Educatinn
in recent decades as rising costs and spreading disorder iﬂvited attention.

Wheeler has noted that the Ministry's main ggé}ultative bé&y, the Central

Council for Education, "has strangly feflected the views of Japan's finan-
cial cifcles and bEcause of this and because the ministrv exarcises fiﬁﬁ_

i

znntral oveér its agenda, pracadutes, and reperts,'mﬂst sahglass-—= gértiQUa )

a -

larly those Qf=a liberal,bent -~ have refused to sérve on it (19?8: 134),

In cgmpgrativg perspective, we msy estimate that the effective repfesenta— ‘
» . J

Einn of the peints of view Qf daminant economic arganizatians in natinnal

[3

ﬁaafdinaticn cf higher educatinn in Japan is more. simifar to the strgng

’ linkageithaf has dévelaped An- many Eufgpean coun tri' , with Sweden a leading

;example, than it 15 ta the United States- The Eentral ministfy pfavides a

v facal pgint fur arciculatian af gr@up interest "in Eﬂﬂtfast to the disper—

- ‘sion of - paiﬂts DE control Lnbefant in the American stfucture And we may
N P L ,

alsg guess ;hat;the current tféﬁd,is tovard an increase'in the role éf

R\ e ' s ,'

various external groups, not just thoce representing top business cirtles,

= B N ’ ’ _ ' # . ! - . i -- 7 ' .
aS'higherlggueatian becomes everyone's business,’ ——

Thirdly, just about everyvhere there has been an ingrease Tn represen-
tation and inyolvement within the ranks.of higher ejZéatinh} This "parti-

*qi@gtiaq" phénamencn has been péfticular1§=strangbd' ing the 192@5 iﬁ

Western Fﬁfapé with institurians 1n West Gérmany and Denmark most*® natably
u, ‘H\

affgfted by new rirht%, 1ncluding major vntinP fighES, for juniﬂrfaculty,

§E Eﬁtﬁ, and ngnacademic personnel, Iﬂ one form, it too i3 carpafafist in

thht it is based on organizations that claim to represent various stf§ta

;1"‘ . !_. ‘ 2 Vi_,r

s




rand“fa:tians. In angthér, it 1s direct representation from unérganized

strata. Hadéls on which'it,is.based have-been drawn heavily from fwo
: <}
anurces" wafker participa:ian in industrial de;isinﬁ—making }ﬂd citizen

B

fepregentatian in Ehe general political arena, and has been seen by vir-

tually Evéryane as a péjitizal phenamenoni The new participaticﬁ has helped
\ ..
veaken the tfaditinﬂﬁl ‘rule of ‘senior prafessars, but it is still unclear

} B haw fag it wilf‘%evelapszjnce it %as been.a ﬁ§pminent phEanEﬁDﬂ cnly in

ansiderablv f:cm one cauntryr -Hather and amnng

A

recent y3gr5 and xar1?§g
'auntfy_ In contrast to Lurope,. foriexample, it has.
., been weak in the Uni§5§55§ates_ And»within ,e:fark,ffo'

institutians withind a

éxgﬁfié;pit has

: been strong at cne ﬂew universitv QEﬁter, Roskilde, a

¥ R L2
oy

Aalbarg Countertrends have also been stimulated, to rall bagk ?éxcessives o

A

milé at another,_.

/ and undo "mistakes,f_ Thus it remains to belseen how much coord iatic

be shaped by the new parcicipatiaﬁ. A broad guess is that inhﬁéétfééuntriés

k]

it will be a, minor item. There is a téndancy fur the rules of pafticipation

to bEcome zaﬁﬁii:atgd ~asg variaus EYQHPE aztempt to E?pand ané prgteet their.
Vo .

4

Q own rights aﬁd reduce the regidual pcwers of ntherg, turning ‘the whole thing

g

3nta a; gamé far elites. And full tiﬂE experg administratars, expa,dlng in

7 .
- -
3

s ber and influeﬁcé !acquire well‘structured pcwer mugh mgfggreadi

- do partﬁtime, ama;eur participants. ) _ %&, . /

£

" In Japan, researchers have noted a steady increase in the participation

_of juﬁicr facuity_invgha“laét decade (%amada and Ehafa; 1979). iSD%éwhat
more inclu%ive and fdém@eragié"’faéﬁltf mgétiﬁgs have éeveiépéd at a.laréer
fi number of iﬁstitﬂtiéﬂsr gtudent partiéipétigﬂ.haéigrngﬁ less, with little
" or no permanent struc;ufal residue 1e%t frcm the often viglently expressed
ﬂeman?s of the student pratests;u_Dver—all,_thg incfeage in pgrtici;Ztian

b
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in the internal poliﬁics ef EampuSEs‘hés been considerably less than on ;=ﬂ
theﬁEﬁtapean continent. MHowever, there has been more change in Japan
than in the United States, chiefly by way of including juﬁiqr faculty in

more decisions and meetings, a form of participation already welln
develgped in the U.S8. for assgziate professors, assistant przfessars,

instructors and lecturers. As this gcgurs in Japam, a blatently "pglitiaal"

form of coordinztion, one that‘initially largely expressed.the protests of

LIS

a dispossessed stratja, becomes somevhat prEESSianalized as it 1s absorbed s
into the traditiondl value system of academics; 7

L 2

Market. Coordination

"1t has been left :fimafily to pcliticai ecgngmists to grasp aﬁd explain

interactian cacrdinateg the behaviafrnf indiv1duals

ions. It is nae—nécessaty'ta slip off’ inta the mystefy

‘the ways in which markef

groups, gnd.organiss

of an invisible hand t leads individuals to promote larger ends. "All

- v Pl s

. v . ) - .
social- controls hafe elements of the automatic, unintended, and uncansciﬂus;"

e '
and, in market life, people "are deliberate and conscious; but their acts

azccmplish feats of coordination of which they are not ﬁecessarily conscilous

g - ahd which they do not intend" "(Lindblom,,1977: 39)f As example one coor—
dinating function of a market sy;tam is constaﬁt_aceupatianal reassignment,
with canguéé?wﬁraferenées anddgcéupatianalvpfef&fences-reccﬁciied'in a re-
shuffhing'af labor from oﬁé field to another, ane‘s§Ecialty to another. In
general, "exchange'" is a basic form of interaétian that standé in contrast .

T to authoriéstivg command: it can béJse;n not ¢nly as a method for re- ‘

shuffling the pessession of things but also as afway of GQPthliiﬂg-bEh;;iGt‘:

x

\and‘af aréa&iziﬁg ;ﬂSpEfétian among people. And, in higher education, as

elsewvhere. Even in the most state—dominated SYSEEES of highet education,

" processes of market coordination will be at work.

9' - "‘X | :‘ , - ! .24
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We may point to at least three types of markets that apérate in post-

=

zocondary eduzgtiéﬁ: the consumer ffarket, the labor market, and the insti-

£
i

tutional market (Lindblom, 1977::-37335), Consumer markets are vhere

-

.people normally exchange money for desired goods and services. In educa-
' ‘ A

tion, student payments to institutions are the clearest example: when we

F

hear the word tuition we are in the presence of a consumer market.® Govern—

mnents clearly use a consumer mé:ket directly when they avard scholarships

and other forms of financial aid to students, to be used by the students

, e D . ,
at various institutions, or use such a market indirectly when the mééies

flov from government to institutions on the basis of the number of students

attracted., The central point is consumer cholce. Fveryvhere apparently,

5

even in the nost heauily saaialized system of highar educat ion, .students
have some :apacity td’vcté with their feet, flowing from unattractive to

attractive parts, and thereby pf@mqgiﬁg E,E‘gﬁmpDﬂEﬂt at thée expense of

(S

- another. And in some systéms consumer choice is extremely wide mot aniy

because diversity is present but also because governmental policy keeps

costs to the student extremely low or gives funds to students to spend
| . : . .
vhefe they please. .
.The consv ¢ market 1s extremely active in Japanese higher educatiﬁn,

due to the large quantita&ive role played by the hundreds cﬁ instituticns

in the priviate Sector and thesiextensive consume chsi:e passiblé among

thasefinstitutiaﬁs as well as between them and a number.of the public in-
stitutions. © Constraints within.this active ﬁatket seem mainly of two '

types:  the @vefvhelming attractiveness of attendance at the several leiding

institutions nakes tﬁgm places to vhich many apply and few are chosen == /
~ .

vthEsnatoriaﬁs ﬁexsmingtiﬂn hell"; and the limits piaéed on choice by low

incamé, since the mass of private institutions ﬁustidgpené on middle-class

e /



- 26 -

parents who can afford the tuition and fees. But over-all the consumert
- v

market is much more active, even chaotic and disorderly, than in the
=

'Eufgpeaﬂlsystéms, and seems in strength, among -the advanced industrial
socleties and possibly among all sacieties; second only to that found in
" the American system. Jhere else 1s educational motivation and consumer

demand for higher education so strong, in a-context vhere private {fnstitu-—

s

tions absorb three=fourths of the students? ,

Labor markets are those in which people Dﬁfer_ﬁheif capabilities and

-Eﬂgfgies'fcr money: hence faculty and-administratdive emp loyment constitute
: [
such markets. Here, again, this form of market is used heavily by sone

systems and 1ightly by others: there are major differences in degree an%
range of choice and the extent of mobility. The movement of fdculty from

one institution to another can be limited by firm xegime control, as in

L

most Communist countries, or Ey civil service restrictions and the reduc=

&

tion of differential incentives in unified, uniform systemg, as in Framce
and Italy. Particulardstic forms of academiq plggaf:hy can also be shérply
iimiiing, asgin Italy, a§ acaéamiﬁébaroné, each caﬁtta}ling é personal §nd
§>Limitzd system of spgﬁsarship, impede the free flow of yauﬁg faculty from
aneiylage to another (Cl%rki 1977b). ' In contrast, the United States remains
the e&}feé%gcase of an extended and strong labnr mafketd%n higher education,
as publit and privaté i%§tiiutian5 E%éél{ ccmééte é;r\faculty-gﬁﬁ admin-
iszfat%rsg especially in 'the upper half of the 1ns§itutiqn;l.hierafc§yi
Inﬁbetﬁé3ﬂ cases of moderate labor marke%s apﬁ%Qf to exist in Auszralia,

- Lanada, and the United Kinpgdom, where academic 1ahér is ffée to m;ve amonp
iﬂatiﬁutiéns that select personnel on tééi% aﬁﬁ,\withaut central guidan%e

and regulation, but where mobility is restradiped, compared to tﬁe;U,S,, by

a damﬁe&iﬂg of differential material rewards in cempeting for talent as
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well as by somewhat stronger norms of civility among institutions.

7 .

In this type of market, the Japanese system behaves iadigally differ-

N v . .
ent from the way it does in the consumer market. The flow of atademic o,
labor is sharply restricted by three features: the high degree of instié‘
; zesony N .
tutional hiezarchy has helped lead to a high degree of institutional in- - .

bteeding; as Tokyo and Kyoto have modeled to the nation a pattern iﬁEWhiéh

a prestigious institution hires its own graﬂuaﬁas; the high degree of
I, - :

pgrsanal control over the fate of subordinates inva%ﬂéd in the chaiy-cum-

sofa leads to small protected domains of limited job placement; and the

general Japanese tradition of life-long employment reenforces the struc-

tural reasons for a young scholar to stay in one grggp‘fathef than roam

arou.d in the manmer of an, American cosmopolitan counterpart. Inmbreeding

in Japanese higher educaticn!is ver§;ﬁigh%iﬁdegd, running as high as 100
percent — "perfect inbreedingl!™ ~- in leading faCEYtiESKSﬂd generally far

above what would be -acceptable in the United States (Arimgté; 1978). And
it remains unconmon to move among institutions., Mobility seems now to be

slowly increasing, but the increase starts from a low base and the barriers

£

are st I’Dﬁi‘f

Institutional markets are where enterprises interact with one another,

! 3 — -

instead Gfiﬁith consumers Qrffmpiayeesi' Interactions among universities

. . . RS . . . '
and colleges, in some part, constitute such markets. This is the form of
market about which we apparently know least in higher edugatﬁgg yet 1t {s

4 probably the nost imp@ftant one. Modern political eaaﬁamiscsnpaintrﬂut

that for tle economy a vhole the EﬂtEfpfisesfare the key since they sit
astride the vhole farket structure (lLindblom, 1977: 37-38). It is the
Venﬁerp%isesj larpe anq:smgllg that offer particular options to consumers

& . 2 o o = . -]
and employegs, often heavily-guided options, even monopolized options.
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Everywhere in postsecondary éducaﬁian. eséabiisﬁed enférprises;da indeed
"sit gétride" the whole structure. | | |

Eut,:af zaufsé, to a widely-varying degree. One source of varlation
is'thé extent of the institutional hierarchy previously dis;ussgdi The
steeﬁer theriﬂstitutianal hierarchy, the more does fhe daminating pteséige
nf a few places tend tu.affect other instituticﬂs and the flow éf students
and fs:ultj_ As Qutlined earlier, a' fev institutions sit astride the wHale'
structure to a considerable degree in France, Britain, and Iapaﬁ: _Less
dominance of the ﬁény by!tﬁe fow is found in the United States, with its
noderate Biéfafcby of institgtians; and relatively little in Germany- and
Italy Qhére a number of institutions Gccgpy tbe ﬁpper, middle and lower .

levels of institutional ranking. 4nd & second source of inter-country

variation is the extent of planned. control. Planned systems éﬁtampt par-

ticularly ta‘ﬁéétfol this third Lype. of market, tonﬁave centrallysguided

ielatiaﬂs amgﬂg the entérp:ises, while unplanned systems leave intgr—unit

~ coordination to self- artangements améng the institutions and tﬂ campetitiﬂn

among them. Many Communist socleties are fairly extreme cases of central-

4zed administered control designed to minimize the institutional market.

Yet ve may note how readily Communist déctfiﬂe_may be interpreted to mean
virtua]ly the app%site as in the case of Yugoslavia, where Important areas
of decision-making in higher eduratian are fsdiﬂally decentralized (Giles,

1973)7 In Western Europe, the majgr natianalized systcms of France and

Italy are good ins itances of state authnrity darPEﬂing the institutianal

‘market QE higher education. In the United States, the institutional market

is quite nctive, since sharp cnmpetitian is a common habit among public
*

_4nstitutions as well as among private anes and between the publics and the

u

privates. In Japan, despite the impasing weipht QE the handful of. 1eading

30
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institutions, the institutional market has been vigorous, since the private
{nstitutions to which most students go have been on their owm, surviving

and prospering. according to individual capacity to attract money, staff,

" (Amano, 1979). )
and studengsf\ The great quantitative weight of the private sector pulls

3

the situation away from the tight constraint that would exist a@gﬁg ingti-

_tutions 1f the whole system were composed af‘anly the public institutions

unified by the ministry and dominated by the several leading universities.

* % * *

As a result of its own special mixture of burcaucratic, political,

) i "' B . .
pta£e§5ingal, and market forms of coordination, laid down over and around

.its own special patterns of differentiation, Japanese Highér education may

be seen, in sum, as both a semi-guided system and a semi-market system.

)

In extent of Fuidaﬂre by state avthority. and academf'c oligarchy, it is more

like the.histcric Eurapean modes thggademic nrganizatign than it is like

the American mode. But at the same time, the great quantitative role of

the private sector, within which autonomous enterprises fend for themselves,

gives the system the heterogeneity of form and market interaction that make

. it fundamentally unlike Europe and similar to the Uﬁited.Statigé

- To simplify the §§mpiexiﬁies'gf'caafdiﬂstian, we qaﬁ'teﬁtativaly
locate zauﬁtries within a triangular space of state sutﬁérity (cnmbining

state paliticsl and bureaucratic fomS), academic ﬂliﬁarchy, and markét~

-

type interactinﬂ._ Each corner of the triangle 1% the extreme cf one Earm

and a minimum of the other twa, and 1acatinn$ within the triangle represeﬂt
i

tamhinaticns af the three eléments in different degré;E*gF each (Figure I
abaut here). Sm all §weden remains relativelv close to Ehe pnle of state
tﬂafdinatian. ﬂf the :nuntfies here rampared it has the mcst inclusive,

tightest system of: state supervision; it- leaves little to market ingeractian,

A,

3
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State Authority.
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' "=, Market
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snd,_éufing the last two decades, state officials and allied corporatist

interest groups have developed a strong capacity at the system level to
over-ride the traditionally strong péwéi.and privileges‘éf profegsors.

France is similaf on the state authority-market dimension, but has more
continuing influence by academic a;igarchs since in a muchlléfger and
more complex system than the Swedish, there remains sémetﬁing of a stand-
off-batween-fhe powers of éhe central officials and tﬁg capacities of

university personnel to ward off, reshape, and attenuate state-imposed

rules and pgliciasz
\Britain locates. the most claselyvaf these five countries to rule by '
academig oligarchy, since state .authority has Eeenxweaker than on the |

. . Cantinent, market intefacgigﬁ has been weaker than in the United Scaﬁes.

and academi: notables have had a daminant or signif;cent role in the Uni-
G .

’rs,ty Grants Ccmmittea,'the Council for Nati@nal Academic Ahards, and

" other national coordinating bﬂdiES. Also, Britain’s long~-standing system
of "external examiners," praféssars testing as one aﬁathgr s univgrsities

and calleges has constructed a netwnrk of prgfessiﬁnsl sugbrvisicn.

That nétwgrL 'surely has much to do with “the capacity of the British system

to maintain re;atively high standards across the bcafd. In its dens*tv of

accepted surveillance, it 1is apparently unmatched by the iﬂSpEQEQE generals ¢
! aﬁg supervisors found in systems dominated by governmental ministriles,
Casg in certain specific forms, écademicﬁcligarchy can giveiimpressive

-

results,

The United States, gggrnatianal system, remains closest to the market
. extreme aﬁd has relatively 1igﬁt professorial influence in the coordination
" f effec&ed consciously at state and na;ional-levels. The system as a whole

is mQ#iﬁg slqmliﬁaway from the market pole and toward formal coordination
l ‘ . . ) L] . .

i . ' ‘ :
‘ ‘“' -i‘: : .. 7,_:1‘
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by state and now even national authorities, but still remains well to the

right of the center point of our conceptual space.

And then, finally, we must 13&5?2 Japan close te the midpoint. The *

system contains impressive degrees of state control and rule by dcademic
¥

notables and market interaction. Of these three characterizations, the

P

market component remains most questicunable aﬁé perhaps makes Segée only

as we break it down into the laba;, caﬁsumer, and institutiapal mafket$.~
distinguished earlier. As pointed out, the labor mafkét is radically .
reduced in Japan, é@mpafed to 1its rgie in gﬁe U!S_isyétem, but the écnsumef
- and institutionai maféets are relaﬁively aeéivé. The labor market is like
'Eufapé§ﬂ systems, while the consumer and institutional markets béh;vez

moTre like séunterparts in the United States. ’

CONCLUSION : | 3 | k

4 _
As in mns‘ other advanced societies, fundamefital problems in Japanese

higher education must nécessarily arise from the need to express three,

N

often é@ﬁflicting, naki@nal interests. One is an interest in saciai
_ justicei which in higher Educafian primafily takes the form of equality
Qf.accesé énd; then, sgcnpdérily; equality‘in treatment and outcome.

As publicly.iﬁterpreted virtually everywheré, particulérl& in ﬁgstern
%prgpé, tbis,intEfesé presses hard for open-door admiésian, so that
everyone can get in, and uniform standafds: so0 tﬂac evéryone willgbe
ffreéteé equally and faifiy. The eqéi;y izsue 1§ a péfméﬁaﬁt gne in
democracies and'Japi@ese higher education willlsurely see more of it in
“the near futhté. fhé éecand national interest is iﬁiéiVEfSiE; ef'féSpanse,
Ath; abfldity Gf a qu‘5¥stém of a natiﬂnvté acaammédate to ‘increasing

heterggeneitf of demand and to adapt to a high fate'af :hahge.‘ This

!intarest begbmé5 ever stfﬁnger in higher education, as consumex demands,

_.1;;?4 | a, ; _ Co .3

W
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1abﬂf farcg tcnnections, and knowledge :ultivaticn all becgme more vg;ied

than in the past. It presses for a multiplication of types of institutions

and‘levels of training, so that different parts of the system can handle g§

different tasks and spsnﬁanécusly adapt to different environmental demands.

The needed re esponses are tag complicated, ambiguaus, and contradictoty

Y

to be handled by central administration and uniform regulatigns alane
" necessitating the risk of varied and uﬁ?laﬁﬂEd teaction by semi-autonohous

segments. The third major national interest is in competence, the capacity.
of the highest levels of the educational system to produce and distribute

_knawleége and yto send forth people well—érapared for occupational performance
and civic life. _This interest can be served in part by administrative

¢ efforts to establish minimal, average, and high standards. “owever, the

comparative experience of many countries suggests that cémpetence is
basically upheld by-.a maderately .strong but epen institutianal hierarchy
in whith status is awarded to persons and institutinns -on the graunds Df

l
_perceived qu ;liz and in which institutians are able, cﬂ this basis,

to “compete féf,an elevation in respect and resources, ‘ ‘g
A :
i

. In éffegting éuch dispafate.natiaﬁal interests, the structures of
national academic systems must ﬁe:essarilv be full of tiansisténcics

compromises, and ccﬁtradictians. Equity has to be limiked by the struc-
- 1

!zural arranpements that accommodate diversity and inducé\campeténce.

&
ﬂ

Diversity is compromised by the srfangements apprapriatekfar Equality;
in access and outcome, and b? thg convergence occasiloned Ey“imitatian-

in 'status hierarchies. And tompetence 1s restrained by actions carried

|

out in the name of equity and by the uncantra]léd fragmen atinn of programs

’ ;and andards that inheres in exten%ive diversity. Thus-it is no wonder -

LY

that Japanese highe: eﬂugatign after a century of madern%\ atic on and a-
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quar:erﬁcentutyiaftraﬁid evolution into mass.higher eéucatian, should
at this time exhibit a bewildaé&ng mi%tufe of the feudal and the modern,
the-apen and the closed, the flexible and the rigid, the elitist and
the demaerétici "1t could neQer have become a maderﬁ sy§teﬂ of mass

education without embodying elemental strains and dilemmas, doing so

~1n its own special way with forms and practiﬁes firmly iﬁstitu;ianalised«
\ in previous decades and interlocked améﬁg thémselﬁes as well as with a AN
\ variety of structures in the lafgér saziet},
\ Hence it is nnt_idle chatter to say that effective leadersﬁip in
\-the uppef'cifcles Qf'ﬁapanese higher education calls for the highest
gtdéz of sensitivity and wisdqm; Suchrstatesmaﬁghip means to understand

Fnd Believe in ambiguity, to accept the ﬂér:upting interaction of ccéflitting
R N . . . / .

!

alues; and to realize that much significant and appropriate changgigéil

= spontaneously genegateé- PZEQisely.becaﬁse of its great intgrnalg
fferentiation and its diverse pééh#ays of‘cggrdiﬁation, the d@@ain
_éf modern higher education is a poor one for éfbitrafg leadership and
global planning. It will take uncommon restraint as well as unusual

foresight for deliberate efforts,. on balance, to.improve higher education’

in Japan.
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